e - JrbREl

A -

- ‘ Approved FogRelease 2002/01/07 : CIA-RDP78-0352%A000400170044-6

responsibilities for the Katlonal
Security, and our understanding of the tesmwork which is so vital in
earrying out our task, First, the CIA 1s part of the Governmental
Intslligence Community, It gets its job done by means of corrobora-
tion, work, end assistance from and to other Covernment agencies,
*he associations which our people meke among their classmates are not
only lasting end personal, but help us substantlially in this respect.
And, finally, I think that the students galn, ‘too, by their association
with the CIA representatives,

Row, we have arranged a presentation for you teday which will de~
seribe how and why CIA came into being, and what it does, how it is
organized in work, ,nd where it is placed in the National Security
strusture of the Coverrment. You will also hear something sbout our
inter-ico=rtmental relationships and overseas activities. But since a
large number of you are military officers, before turning the program
over to other speskers, I should like to spend a few minutes in dis-
cussing some of this Agenoy's actlvities. ~

I belleve that this subject will also interest those of you who
were with other agencies./ One of the principal tasks assigned to the
Direator of Central Intelligence'l:; that of co-ordination. This task
s accomplished/through a variety of methods, from the formal Intelli-cig
genge Advigors Committee machinery to the Informal day-to-day working
level opposite-pumber contect and communication of ideas. Thia com~
munication and exchange of ideas betwsen ourselves and the gilitary
services is enhanced by the assigunment to CIA of a good mumber of
military officers and enlisted men. In fact between five and fifteen
psrcent of our personnel are active~duty military people. (How I am
glving a bracket here that is five to fifteen percent rather than the
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sctual percentage because we think it important that the total Agency
strength remsin secret.)

Now this admixture of oivilisn and military talent, polnts of wview,
traditions, and concepts is healthy. 1t providea an essentisl balance to
our business. The mixture assists in maintalning mutual'underatanding and
confidenge between this Agency end Defense. It also provides many opera-—

ann] advancas which othsrwise would be awkward, if not impossible, to
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In cur leadership role it has teken time to develop underatood
policies and procedures and get them in working order. There undoubt-
 eodly have been, in this period, scme people on both sides who have been

made unhappy or frustrated and who, without much scliciting, haveia
story to tell., I would like to think that the good points of our réla-
tionship overcome those more isolated instances, and I hope that when
you return to your own service you carry with you en improved under-
standing of this Agency's role in the overall National Security struc-
ture and of its relationship with your own departments,

Many of you on graduation will return to your perent services and
assignments which will present you with a need-to-know about some of
our specific operations. I hops you will feel free to call upon us ab
that time for information. Others of you at some polnt ip your career
may have an opportunity to serve with CIA, and I trust that the brief-
ing you get today will give you further imsight into the advantages and
disedvantages of such an sssignment., I will now turn the rostrum back
over to Mr, Baird, our Director of Training, who has orgenized the pre-
sentation and who will introduce apeaskers and monitor the question
period, Thank you very much.

Boxt speaksr will be the Inepector General, Mr. Lyman B. Kirkratrick,
who will speak tn you cn the origin, the mission, and the structure of
1A,

Admiral Vooldridge, Gentlemans

September 18th, this year, will mark the tenth anniversary of the
Central Intelligence Agency, as well as the United States Alr Forgse,
Joint Chiefs of Staff, Department of Defense, and the Nationg) Security
Council, -

Here is a brief history, a summary history, of the modern origin of
the Central Intelligence congept of the U.S. Government.,

In 1940, vhen the Western allies were at thelr lowest ebb, President
Roosevelt asked Col. William J. Donovan, of New York, to take two tripa
gbroad to fimnd out what the true situstion was. €Col. Donovan, as you
may remember, was the Medal-of-Honor winner with the Pighting 69th in
¥World Wsr I end, as a prominent New York attorney, had been very active
and interested in internationsl affairs, His first trip went to south-
ern Europe, into the Balkins, and he came back and reported on that at a
time when many senior U.5. representatives abroad were counselling that
the British could not possibly hold out against the Germans., Consequently,
later in the year Donovan went back and talked to wmury ofithe lsaders of
the French and British. He reported tc the President that he thought
the British would hold out, but that the United States should glrd itself
for global warfare. And here Donovan's prime interest and information
and intelligence of subversive activitles came to ths fore snd he urged
the areation of an intelligence structurs of tiis nature, ;
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He went around and talked to 3ecretary of Navy Knox, Secretary of
War Stimpson, and Attorney Genersl Jackson, and urged the creation of
an organization in the United States Qovermment that would merge intelle
igence with the forces of propagsnds and subversion,

On June 10th, 1941, Donovan proposed a Service of Strategiec Infor-
mation be oreated. This organization, he suggested, would have an
advisory body composed of the heads of Intelligence of the Army and Havy,
and the head of the Federal Buresu of Investigatiom, and a representa-
tive from the White House, It would have the right to collect and
analyze intelligense of the strategic mature independently and it
would not interfere, in any way, with the responsibilitiesz of the mutusl
departments for the collection snd analysis of departmental intelligences.

This was the origin of the 0ffice of the Co~ordinator of Informaticn,

‘which gombined overt propaganda with research,anslysis and intelligence

with clandestine activities. In June 1942, this office was split, and
there was crsasted from the informetion portions the Office of War
Information, which is a predecessor to cur current U,S5. Information
Agency. ¥From the balance of the organization there was ereated the
Office of Strategic Services.

From the Office of Strategic Services the modern Intelligence
Community inherited certain as:ets. Thess included scme techniques
and collection of overt clandestine intelligence. It included certain
counteresplonage files which had been developed priwarily with the
asalstence of the British: it included some very sound pew techniques
in research and analysis in basic intelligences thare were some
akilled personnels snd, last but not least, thers wus s reservoir of
relationshipa with certuin key Foreign Intelligenas services.

As & regult of thia early atart, several ofithe sen or officiasls
in the 0,5, Intelligence Community during the war started to think
about a peace-time intelligence service. On August 25th, 1942, Brig.
Gen. John MoCruder, later to be Deputy Diractor of 083, propoged a
Joint Intelligence Bureau under the Joint Chief2 of Steff. This started
a perlod of about two years of intensive thinking, proposals and counter-
propossls for a combined Central Intelligence Agenocy organization.

There was conslderable discussion as to where this organisation
should report, whether it should report direstly to the President,
whether it should report to the Joint Chiefs of Staff, or whether it
should report to the Department of State; and, needlesa to say, there
were very strong views hLeld on the beh=lf of each of these polnts.

On October 5th, 1944, Oeneral Donovan produced & paper entitled
#4 Proposal for a Permanent World-wide Intelligence Service." Now there
wore gertain basic prineiples in this paper which it is interssting to
note. It proposed thet this worldewide intelligence service should have
independent communicstions, and klould have an independent intelligence
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collection organizationm. On the other hand, it stressed the faot
that the new organization was in no way to cut into the rights of the
established departments for the collaction, analysis and dissemination
of their own intelligence, and it proposed that the head of the new
organizsetion should report direcily to the President.

This paper becam the basis for further intensive dlscusaion on
the subject of an intelligsnce organizati-n, Saeoretary of War Stimpson,
in his postwar blography written with lMcQeorge Bundy.hsd n rather inter-
ssting comment in this context, I'll read it to yodli’ Stimpeon was
inelstant that no impatience with its ocoasional eccentricities should
daprive the Army of the profits end co-operatinm with Cen. Donovan's
Office of Strategic Services. Throughout the war the intelllgence
activities of the United States Covernment remained incompletely co-
ordinated, but, hers again, it wes necessary to meusure the profits of
reorganization againat its dislooations and on the whole Stimpson thought
that the American achievement in this field measured against the condi-
tions of 1940 was more than satiasfactory. A full reorganization belonged
to the postwar period.

As a result of the Donovan paper of Uctober 1944 the Joint Strategic
Burvey Committee came up with a proposal of its own. This is on Jamuary
18th, 1945. Many of its proposals wers identloal with the Donovan paper.
However, in this particular paper, it oreated a Haiional Intelligencs
Authority composed of the Seoretaries of State, War, snd Ravy and Chiafs
of Staff to the President. It proposed an Advisory Board to the new
eentral organization consisting of the heads of &ll the intelligence
scrvices, It aleo proposed ihat the nov orpanization should have a
sollective rather than an individual responsibility because one of the
important parts of the Donovan paper was that the head of the organiza~
tion should have the individual reaponaibility for the presentation of
Rational intelligence to the President,

The Joint Strategic Survey Committee paper was in January 1945,
and on February 9th, the Chicago Tribune and the Washington Times Herald
came out with almost an exact report on the context of the paper. The
reault of this was that there was s considerabls furore in Washingt:n
and in Congreas there wers several Congressional statements to the
effact that what had been proposed by Generel Donovan and by others in
the Government wea the creation of & peace~time "Cestapo®.

At any rate the oresting plus the wer at this point wae repldly
coming to a conclusion thet was such that no furiher activity was taken
in this regerd until after the end of the war. I'm sure we all remember
the haste with which the United States commenced demobilization and the
slimination of its wartime agencies.

Un September 20th, 1945, ths Office of Strateglc Services was of-
ficlally disbanied, Its Eaplonage and Gountereaplonage or 81 Branch
together with ita Covert Operations Branch or 30 wvere transferred into e
unit oalled the Strategio Services Unlt whioh is placed under the
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Asesistant “ecretary cf Wer. The Secretery of Wer mede a poll of the
various militery commsnds as to whether this unit should be preserved

or not. The Navy reported frem the Pacific that they had had very little
sxperience with 058 and couldn't comment. Cen. MaciArthur commented that
the 0S8 hsd never appsered in his theater, snd therefore his views were
to the contrary in maintaining it. The CBI theater reported that they
bad recieved very many majcr agsets from OIS as did the European theater
and both of those recommended its nesdednesse.

.+ At any rate, the decision was made ‘hat the 88U, the Strateglc Ser-

vice unit would be maintained cn & stand-by basis pending further devel=
opments, A second major portion of the 083, the Research znd Analysis
Branch, together with the Presentation Unit were transferred intact to
the Depertment of State and ‘ere they were mainteined. The cld R & A

gadey is the basia of what is the Office of Intelligence Resemrch in
tate.

At this point the Secretaries of State, 'Yar snd Havy got togelther
on Novamber 14th, 1945, and esteblished an Inter-dorartmental Subcommittee
%o determine vhat should be done in regard to a permanent Centrsl Intelllw
gonce Orgenimstion. This subcommittee had, as well as the Donowan paper
of 1944, a paper produced by Ferdinend Eberstadt dated October 22nd, 1945
which proposed smong other things the unification of the Army and the
Navy, a Bationel Security Council, s National Intellipence Authority, and
a Cantrasl Intelligence Crganisation.

It wae just about at this juncture that Presldent Truman started to
get impatient end in Janusry of 1946 he called in Admirel Souers, Admirsl
Lahey and urged on them to core up immediately with an "agreed paper™ for
the oreation of a Central Intelligence Organization., The result of this
was the Executive Order of Jenusry 22nd, 1946, which created the Central
Intelligence Group and President Truman nemed, at the head of this,
Admiral Souers as a temporary head until the Army snd Nevy and State
Department could agree on & permsnent head. E

The Central Intelligence Group was to consist of representatives cf
the Army and the Navy as well ap civilisnat 1t had the power to propose
plans fer co-ordinationt it had the suthority to anelyge end process
intelligence: and, it was established under a Nationei Intelligence Auth-~
ority aimilar to the cnes proposed before, composed of Stete, Havy snd
War, and Chiefs of 3taff to the Prasident,

Shortly after this proposel the President sent thic executive ordsr
to Congress and urged that together with the Eberstadt report on unifica-
tion they use thie as 2 basis for legislaticn, permanently estsblishing
a Central Intelligence Organisation. This Organization fimally wvas
created exactly a year snd a half after the creation of the Central Intell=-
igence Group when on July 25%th, 1947, a Hational Security Act of 1947 vas
passed setting up the Ceniral Intelligence Agency.
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Now, in the mean time, in this year end a half, there had been
sn scoretion of functionz to the Centrel Intelligence Group--scme of
these tzken from War agencles which were being disbanded, and scme
functione pessed from line egencles who were, =t the time, faced with so
sone major budget cuts. These accreticns arc interesting because they
comuose & certain basis for the present Organizatien of CIA.

For example, the Strategic Services Unit which had been maintained
under the Army was passed over to CIG, and was the bosic nucleus of
the present crganiszation which conducts eaplenege and counteresgplonage,
The Washington Document Center which had been maintained by the Navy
throughout the war, was passed over and, together with the Garman
Militery locument Center from Fert Holibird of the Army, became the
bagis for the Forelgn Decumemts ldvision <f the present organisetion.

TATSPEC

So the missions of the Central Intelligence Agency when it was
greated were fairly well generally delinested by certain ¥ational Intelle
igence Authority Directives and by the Natiomal Securlty Act of 1947.

There=sce two important aspects of this Act which are worthy of
note, Firat, the Act stresses co-ordination responsibility, snd in sc
doing it nsmes the Director of Cemtral Intelligence, snd the Deputy
Director of Central Intelligence, {You'll mote that the word thgency!
1g left off ¢ ese titles so both Mr, Dulles and Gen. Cabell bave a duunl
responsibility as Director of Central Intelligemce mnd Depuily Director
of Centras)l Intelligence, at the came time as the administrative hends
of the Agency:' The Act also epecified that the departmental responsie
bilities for intelligence would nct be affecteds it waz very specific
thet the new Agenoy should have no pollce or subpecna powers, and then
it put in the usuel blanket clause that it should perform certain ser—
vices of common concern.

Now this Act together with the National Security Council Directives,
and the National Security Council Jntelliscpnce Pirectives, delineates
the responsibilities and the missione of the CIA. The distinctlon be-
tween NSO Tirectives and NWSCID's is thist Rational Security Council
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Approved For Release 2002/8%f6¥T CIA-RDP78-03527A000400170044-6




25X1A Approved For Release 2002/01/07 : CIA-RDP78-03527A000400170044-6

Next 1 Page(s) In Document Exempt

Approved For Release 2002/01/07 : CIA-RDP78-03527A000400170044-6



26X1A

AV L

Approved For-Release 2002/01/07 : CIA-RDP78-0352%A000400170044-6

You will note that today bssically the organization is grouped
under thres prineipal deputies with the Fourth Deputy,
reaponsible for co-ordination activities. Starting at the top on the
right of the Director is the gpenial sssistant for Flanning, this indie

. vidual is responsible for long-range planning, that is go-ordinating

the lons-range planning of the various parts of the Agenoy, and for
handlin;: such special cross-Agency projects as might be assigned him by
the Director. ’

On the left ls myself, the Inapector General, whose funections ere
very much like those of the If's and the Military Services, pericdie
inspections of all components, trouble shooting, and aoting ss an appeal
board for individual complaints.--the E:ecutivs Officer is the usual role,
NHow, the three deputlse organization sturting et the right, the Deputy
Diregtor of Plana

And then, of course, there is a small Inapection and Review Staff,
and s Plans and Co-ordination Staff out of the immediate Gffice of the
Deputy Dirsctor, now the Deputy Director for Intelligense, The Central
organigation is grouped all over the intelligence, analysis and production
of the Agency. Under this, reading from your left to righ® is the Office
gg Basii Intelligence which puts out the enoyslopedias of the Intelligence

mang by .

If you recall, at the start of World War II when we wanted to know
military operations thers was tremendous scrambling to find the basic ine
formation we needed about countries, beech data, industrial production,
railroad systems, and so on. This office, working largely with other
agencles and acting primarily as a oco-ordinating mechsnism is now pro-
ducing the National Intelligence Surveys, a program which will ultimately
have basie encyclopedias on every area of the world,

The second office listed, the Office of Current Intelllgence is the
ourrent intelligence office of the Organization charged with produecing the
Bational Qurrent Intelligense, daily and weekly, and charged with back-
stopping the Director in his capacity as Intelligence Advisor to the
National 8ecurity Council.

The third office, the Office of Central Reference, is our files and
library system, and as such serviges the entire Intelligence Cormunity.

w10
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The Central 0ffice, the Office of Rationel Estimates, could probably
bs appropriately called thepinnatle of the Intelligence Orgenizaticn
structurally ‘nm s nuch as this small office consists of the Boerd of ‘
Ketiongl Fstimates and their steff, end *"1c {e the office where the fin-
8l National estimates are written in close collsboration with all of the
other intelligence agencies and submitted in draft form to the Director
and the IAC who sit down and agree on the final Hational estimste to be
submitted to the pelicy maker of the Govermnment.

The Offlce cof Operationa I've already described and its functions
end erganizaticns have not changed in the last ten years. L

The Office of Research and Reports iz the besic research office on
the Soviet and Srtellite Zoonomy end on certain major industrial preducts-
a8 well as carrying & very large burden of the responsibility for geocw
graphic intelligence.

And the 0ffice of SBcilenfific Intelligence once sgain i3 self-
deecriptive with the responsibility here for resgearch in the basic
sciences which iz then picked up with each of the military services,
picking it up at the technological stagje where it movee into production.

On the left, is the Deputy Mrectnr for Support Cffice. Now,
this is the organizati-u which supporis the entirc Agency fron an admine
istrative and logiaticel point of views, As you'll note, the DI'S has the
General Council's Office reporting directly to him as well as the Speclal
Bupports Aszistant. How the Special Supports Agsistant deserves &
special menticn in as much as that is the individusl whe tiee in and makes
sure thet our whole clandestine strusture is being properly supported by
the DIC organisation. There are four staffz under the Deputy Director
for Supportt an Audit Steff charged withtthe audit of all cur accounts and
T'11 mention it & 1ittle more fully when I mention the Comptroller: s

25X1C
I A .. o ge | the respone
y of keaping gency heslthy; and a !ﬁmgemat, atifl concerned
uith seeing thet wve have an «fficient orgsnization, proper mensgement pro-
cedures and are operating economically ani efficiently.

The DDE has six line offices under him. The Office of Communications
is feirly self-deseriptive, but I should mention here that cur Cffice of

25X1A
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Now our Comptrollers Office, ss well as having the responsibility
of prepariss the Agenoy budget each yesr and defending it or &t least
sorving as the backstop for the Director ln defending it before the
Congressional hearings, also is responmible for accounting for every
dollsr that the Agency spends. There has been a fallacious myth which
has travelled sround that the CIA aan spend monisy without ascounting for
it! That is inmcorrect. Ve try to kesp ae large a2 pro.cortion of our
funds as we possibly oan without jeopardising securlity ou & woushered

"besis im which instance the Genersl Accounting Offlse will audit the ao~

counts, On the balance of these scoounts our own Auditor imspects the
receipts whieh the Comptroller passes over,

The Logistiocs Office is sslf-desoriptive. It should be mentioned
that hers, as well as im sll of our transportation facilitlies, we aleo
have & lerge acoumulation of aquipment and arms which must be meintalned
for emergency use.

Personnel Office, whioh is also charged with the sdulnistratiocn of
our Career Service Syatem.

A Bscurity Office~-now there iz an assumption that this is striotly
a physical security office: that is not correct. When we were originally
organised the Federal Bureau of Investigation commenoed the investige~
tory clearsnce of our employees, then they dropped it becauss they were
over-worked and needed to get rid of it. They took it up again briefly
and then they asked us if we would establish ocur own organization perman~
ently for investigeting and clearing our own emplcyses., This is a re~
cuprent and constant procedure, incidentally. %We bLave the system so
thet sutomatioslly when a person is transferred or promoted his security
file is reviewed; snd we have, working together with our counterintellle
gence system, & counterintelligence system irzile the organiszation to
maintain as sesure as is humanly possible,

And, finelly the Offlice of Training charged with the training
across the board not only on the resesrch side bul on the clandestine
side, because we are of the firm conviotion that trained persomnel are
the key to good intelligence operaticns, That is a very brief deserip-
tion of the atructure of the Agency. Thank you very much
{Applause) (Iknow you couldn't see the chart and during this fiftcen
minutes (Captain 3hade,) coffee break, you are welcome to come up and
look &t the chart, Captain, will you get them back reasonably close to
fifteen minutes, please.)- Coffee Break!

-l
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s AMORY,
Admiral Lorey, Gentlemen:

It's & pleasure to participate in this progran and without more
ado I'11 teke on where Mr. Kirkpatrick left off, He was talking to
you about the structure of CIAt from here on ocut I'm going to talk abeout
CIA only in so far ws it im an articulate part of what we call an intelle
igence community. Frankly, that's the only way you can understand CIA
because, by itself, it really doesn't make much of any cense,

In dcllars end in head count it equals cnly ebout one eighth of the
total investment of the United States in the Intelligence business. An
organizational chart of CIA by itself is not very well balanced; that is
because it engeges in ssrvices of common cencern, acme of which it doea
&ll by itself and cther things where it may have only one liaiszon man
&gsuring himself that the ecommunity effort done by somstody else is sde~
quate. In cther words CIA's work either contributes to the work of the
other departments in producing finished intelligence cr that part of GTA
in which I werk, pulls togesther the work of each of the other departments
in order to present the work of sll to the NSC and the President. The
orgsnizetion (if we could have the first slide,) of this community is
illustrated on this chart shortly to come before us. A little less light,
if we could have it 4n the room is not &: scrt of egocentric idea of
putting intelligence to the center of the whele Yashington machinery, so
much as to {llustrate the subordinatien of intelligence to the planning
atructure,

How I assume you have had plenty of instruetionsl literature sbout the
B5C. The prosident of R5C, shown es a unit on that chart, iz at the topt
the Intelligence component ¢r feed into that beling the Director himself,
who sits not b; statute but by directive as sn advisor se apposed to a
member of the Jouncil. That is ¢ very Inportant provise because it
protects him from having to participate in decisione of pelicy in vhat we
do about & certain situation and, therefore, hiz views as to what the
situation is or what the situgtie- portends, will never be suspect becsuse
somebody thinks he is en advocate for a particular course of action or
line of conduet to desl with it. It is alse very interesting and unique,
@8 far as T oan make cut, in governments anywhere in the history c¢f the
world to find the hesd of the intelligence service actually sitting at
the final center court round cf govermmental decisions. Everywvhere glse
you will find intelligence represented through a depertmental cabinet
head or chief of staff conmittes or something else like that, We ¢

wo are belng copied c¢r are about to be copled
n some other places in this, but th T, :
3atlo ecurity Act wrought very well in secing that intelligence une

tr#mme?led by poliey advocscy hes » crack at the very top.

Now, the Uirector, as he speaks there, speaks from not only his
authority but from the authority of the Intelligence Advisory Committee,
that being composed of the heads of the intelligence services Were the
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Assistent Chief of Staff for the Army for Intelligence; thc same name T
understand now applied in the Air Forco but was shortly to become cbsoclete;
Director of Hayal Intelligence; Deputy Director of Joint Steff for Intell-
igence; Mr, Bugh Cummings, Special Assistant to. the Secretary of State for
Intelligence; and the Dirsctor. That 1s frur militery and two civilian as
full time members. Actuslly regularly participating in full 1s a represgent
sative of the AEC and a representative of the Direotor of the Federal Buresu
of Investlization. But they talk or participeste only on those matters that
fall within the ocnfidence of this sgency. Under this IAC membership there
ars found committess representing the same groups in esch of the funetions
that Mr., Kirkpatrick ticked off of our intelligence productiocn,

In current intelligenze the spot werk there 1s the Watoh Committee; in
scientific intelligence there is _the Solentific Committee, s specisl one
on Quided Missiles, a special one on Atemic Energys ORR, the Scviet research
on socnonics is backstopped or supported (I'11 talk about it in little more
detail) by an Econcmic Committee; and the NIS Committee for basic intelli=
gence. That is, each of the medium command responsible offices of CIk, in a
senge wear the same kind of double hat fiat the Director does--one, a line
Job to run their pert of the show, twe, o co~ordincating job to see that
that sphere or function of intelligence falls within their juriciiction is
efficiently and effectively ccnducted on & communlity~wide basis as well as
within their cwn shops. This community is designed to function its struc-
tural setup to perform twe major missions-~cne is to manage itsell and the
other is to produce substantive National intelligence.

Mr, Kirkpatrick talked about the National Security Council Intellie
genos Directives and they are the forms thet this manmgement takes. The
BCI has no command reaponsibility obvicusly over a major general of the
Army or the Air Force, or assistant sscretery or level person in ths State
Department. That would gum everything up! The President is the only ons
who can commamd. The NSC is nothing but a group of the President's prine
¢ipal advisors surrcunding him when he dpmg act, but the IAC and the Dir-
sctor can recommend,

Now in fact, with the exception of one case so far, all NSCID's have
gone up with the umenimous approval of the IAC and have, to all intents
and purposes, been rubber-stemped by the NSC thus the IAC might be said
to be a self-governing body, which is very nice. The twoc ones where there
wag a little difficulty were negctieted with some ease, whether I can make
the pame kind of statement & year frcm now after the current attenpt to
revise all NSCID's has run its course, I don't know. But the fact remains
that the Intelligence Cimnunity bas taken its own respomsibility anmd done
its/etim work that way, rether than going orying to the fompire® in the
White House at am NSC meeting. However, amy gein like that has been com=
pensated for by a certain rather heavy course,

There is a fesling, particul¥rly after reorganization Plans 6 and 7
went in in the Department of Defédnse that this is a rather uncontrolled
little body, particularly as the senior people cn it from Defense are mere
twoestar genersls and admirals certain people thet we call the "palace

=P
Approved For Release 200283887 : CIA-RDP78-03527A000400170044-6




SECRET

Approved For-Release 2002/01/07 : CIA-RDP78-0352%&000400170044-6

guard” of the Office of Secretary of Defense have teken a dim view of the
I4G as maneging itself and think that there cught tc be a different scheme
with the Depertmental Chiefs rather then the Service Intelligence Chiefs
playing & greater role. And seccndly, in an effort to produce this unenie
mous front before our elders end batte#s at the NSC level we have taken an
unconscionable pericd cf time tc resclve certein principles, It tcok over
twelve months to sort ocut the assignment of Econemic Intelligence between
State, Militery, and CIA, and some fifteen months of haggling to get a
Guided Missile Intelligence Sub-committes. I sometimes wonder if we can
Justify thet degree of lethargy in order tc get this, but anyway we are
awere of it amrd are working on it on a community basis. :

Now, turning tc substance, theNSC's basie poligy psper charges the
Intelligence Community, through the Director, with producing an intelli-
gence organization capable of gathering the necessary data and analysing
it sc as to deal with three primary problems. One with indications of
hostile intentions giving maximum prior werning against agegressional sub-
versicn, sgeinat curselves, cur a!lles, or enywhers in the worldethe
Watch function (which I'1l talk about specifically in s second). The
second 1s the capebilities of foreign countries to effect our interests,
neutral as well as enemy, sn’ political end economic as well as miiltary,
And, finally, a nice nest catch-all just so they wcn't have any lelsurs
time forcasting potentiel foreign developments any of them having a bear-
ing on U.5. national security.

Bow, first with respect tc the advanced warning function that was
ccnducted by the Watch Cozmittee of the IAC, backstopped 85 far as we're
eoncerned by our Office of Current Intelligence and by similar subdivisions
of the Intelligence Agency, the progress in that in thce last three or
four y ars has been very notable.

We have now in constant operaticn one humdred sixty-eight hours a
weak a Hational Imdicetion Center, jointly manned with full 8CCO38, 58
far as we can bring it sbout to all the relevant data on the most expedi-
tious means. Ye have to be caref:l in running & Yatch Committee like
this (General Cabell who chairs it pays particular heed to this pois
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s2ing & Wateh one.

The second problem is to be sure that we tie in as well as
possible with our overseas Watch Committees and our friendly ellied cnes.
A great desl of effort hes gone intc maling sure that cur communiceticns

Finally, in crder to make sure that a scheme like this works you
have to harp back tc the essentiel feilure of Pearl Harbor, and there, I
think, the best unoclassified plece I know on it and really the mcat read-
able picce is Admiral Theopole's otherwise rather unimpreseive book, but
his narrative of the sequence of events of intelligence reporting and
how each plece was handled is startlingly horrible from this point of -
view only, as far as from many others: Hed any reasonable captain of
infentry, fly-boy, or deck duty officer on a PC had all those pleces of
papor on a bridge teble in front cf him on November 30, he not only
could net have failed tc predict an asttack by the Japanege, but could not
have failed to predict that it would come at the Hawsiten Islands and not
in Singapore ctherwise as its main thrust!

Bo we have tried to be ocnscious of the fact that you're no good
unless you've got all the piecea on the table in front of you, And
back in 195, we got through an NSC Directive 5438, which charges, by
Presidentisl Order, all departments and agencies of the Covernment, not
Just Intelligence agencies to make fully availaeble tc the IAC Watch
Committes, gll information and intelligence of ressonable creditabllity
pertinent to its miszion and functions, 1 because of
source, policy, or operational sensitivity. No one has = right any longer
to say, "This 1s classified too high for the Watch Committes," And sec-
ondly, on the cther side of the fence, to be sure that we w{ll be prepared
for what would be a reaction to some V.5, metion they ere all charged to
keep the IAC Watch Committee informed concerning signifieant diplomatie,
political, military, or other courses of sction by the U.S. approved for
immediate implementation which might bring sbout military reaction, or
hostile acticn by the USER or its sllies,

Thus we belleve we have now a machinc - .srating sround the cleock,
manned by competent speclallsts with access te 211 the relevant dope.
There cen be more Pearl Harbors and there eeix be awful cnes, but it won't
be because somebedy hasn't done the advenced work of setting up a system
and keeping it constantly in operation. There will be humen failures only,
but anybody who has better ideas ¢: : oms that we can prove this, we are
certeinly desirous of hearing from them bYecause we reslize that this is a
responsibility that transcends all othora lo ite life~or-death significance.
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How, the next kind of intelligence, (I'11l stop just = minute or two
%o talk ebout by fllustrating an intermediate group) economic intelligence
on the Soviet Union, How are we crganised in the foviet Bloe to de that
and, if I could have & guick look at slide twe which will horrifly you,
siide two (this bueiness which I know nobody can read) iz a blow-up of
that little EIC business. Here's the EIC with the Secretariat represent
ing not enly the IAC agencies, but here we draw in everybody else in the
Government--Agriculture, Communicaticn Cermis:ion, Federsl Reserve Bank,
and ete, that may have, and under it & series of functionsl sub-committecs
on the Chemical Industry, the Armements Industry, the Electricsl Power ‘
Industry, Ship Bu1lding Industry, eto. Now take that off, becsuse I don't
vent anybody pouring eround in this k12 of wiring diegrem for its own
purposs, but what I want to illustrate is thet machinery called for the
addition to the Federsl peyroll of & total of exactly four peeples Two
professional and two secretaries who ere the Secrctariat. Everybody en—
gaged in this machine was slready on somebody's payrcll. The object of
the exeroise was cnly to bring them together to see that all the expertees
in a given fleld were focused on a specific problem, whether it be the

AvERA P 5 3 d B a aa A v the o Ly cf the

semewhere el
BOMELILINg ate 1he point is to setile these th:ings In & forum that
is made up of the experts, rather thsn get & lot of departmental positions
sell it on & basis of phony or conflicting intelligence and then have a
let of people who are @c senior that they can't pessible know any of the
getaila cf the problem hagrle it out in e "mishmash" of policy and {ntell-
fence.

Now, finslly, to get tc the heart of the metter which is the pro-
duction of National Intelligence., Now National Intelligence hee been
defined meny times and it's really quite simple because it's defined by
its need; we call it that correlated snd evaluated information which the
highest policy makers of & netion require for their deliberstions and
decisions, Obviously it cverlaps and comprehends a lot of what ie slso
required by the Chief of Naval Operations, or the Secretary of this or
that department to run his own department, sc they are not exclusive,

The statute makes the Dirsctor perscnally responsible for produciny Natione
al Intelligence end he oould, in faot Mr. Kirkpetrick sald, for s while

his predecessor: ceme perilously close tc producing It himself or with his
oun CIA organization. The only trouble with that was, thet naturally every-
body else sitting around the NSC said, "Well, t at may be what you boys
think, It isn't what my boys think," And you hadn't dene very much about
making an cmelet ocut of the eggs.

On the other band you could require that everything be settled by a
pure committee approach, that would e the opposite pull of sclution, but
the trouble with that is thet if you take people whe have many motivarious
administrative duties and other items snd force them to werd-chop from
scrateh, you would get either an inferlor product or at minimum you fail
to get an integrated product. It would be the military secticn weuld be
left to the military, snd political to the State Department people, and
the economic to the arpropriate, snd the sppropriste to CTA, buit there
would be no internal cohesion.
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8o ~hat we have devised 1z & system under our Board of National
Estimates, which we think partakes cf the best of both, in that we have a
group impanelled called the Poerd cf Naticnal Estimates, get the higheat
selaries thet the Civil Service Commission allows, and have no adminlstra-
tive responeibility, no legislative &x to grind; they're not for or against
& belanced budget, for or sgainst eny given organizstion of the Services,
or eny particular pelitical policy in the Middle Esst. They are a jury of
slder statesmon, not elder necessarily in years, but have been selected
primarily becsuse cf their dispassionate judgment, proved and demonstrated
in previcus walks of 1life not necessarily intelligence.

For example, the hesd of it, a famous historian, Sherman Hfnt who
d1d known work in 0SS, Resesrch and Amalysis during the war and wrote the
bookw-one cf the rost read books on intelligence gemerally. His vice-
chairman, cne of Admiral Veolridge's predecessors ds your Commandant;
Genersl Bowlej the other naval Admiral, Admiral Shermen who 1s Director
of Naval Intclligence; end we are about to get an Alr Force general,
meanwhile General Cabell having taken care of the interests cof the Alr Force
when the other tuwo Services tended tc gang up on them in the intelligence
bueiness; and & couple cf histcrians; & businessman, an ex-general counsel
of the Mutual Securiiy Administrati-n which 1s now ICA; end one appointed
Assistent of Cecretary of Stote Linden. The beauty of tris board, as I
®ay, ic its freedom to concentrate on thinking out specific intelligence
issue withcout fear of any pressure being put om it to find one way or an—
other, or selling a depsrtmental pesition down the river, At the sane
time with no problem of administering vast numbers of personnel, attachd
asnistants, and cther things that e 0-2 or Director of Intelligence has to
doe

Very briefly, tc tick coff the sequence of events, how this machine
cperates, the demand fer an estimate ncrmally cemes out of either the
situstion itself such as, the trouble in Syria is rlain to everyone who
reads the newspaperj or out of the machinery of planning at the HSC
offices, where the Planning Board and the HSC ataff says "It's abeut time
fan't it thet we had & look st cur e would like toc bring
s reviesion of it before the HEC in Hovember. i1 you have a National
estimate for the Planning Board of the HSC three weeks before thatl®
About half of them sre thus deliberately scheduled; the cther half are de-
veloped to meet situations on the spur of the moment. More and more they
specifically are requested to deal with options open to America, "What
will be the result if we join the Baghded Pact Military Committee but don't
formally adhere? If we join the Baghdad Pact? If we don't join it at all?"
Instend of writing an essay about the Middle Fast it is thus a& very pro-
pogive document and is of a maximum utility, we hope, tc the policy mekers
either in the departments most closely ccncerned or in the N8C grouping as
& whole,

Onece you've decided to do an estimete the next thing to get very
straight is what we cell the terms cf reference or the cutline. Be sure
thet we have put down sll the questions which, if they could be enswered,
the policy meker would like %o hgvg.answered. Maybe you're not going to
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be able tc answer them; they're wery unknown cr unknowables, but at least
letts be sure we've had a erack at them and toss them arcund. That la,
ghecked cut with the consumer, the policy user as well az wikh the intelli-
gence speclallst.

Then you whack that up according tc best Communist tradition from
sach according tc his abilities and you massign the job of producing a
contribution tc each of the eppropriste agencies and departmental groups,
not of writing s draft of that section but of writing a study which norme
ally will be in the order cf five to fifteen times as long as that portion
of the ultimate national estimate wi:l be. Those then come in on a sched-
uled deadline;if the time is swfully short they mey actuslly come in im
one desy ifi & form of an orsl presentation or some rough notes. And st that
point the Board end its staff set things down together and,after reviewing
thepa oontributicons, produce the first draft.

It is normally within the four cornmers of the.contributions, but we
do not regard curselves as bcund. If t e Air Force and Navy, for example,
agree that the Soviet Uniom bember force 1m 1960 will be such end such
prebably they will preveil, but we feel free to argue with them on the
basls cf the evidence which we've seen and so is the State Department re-
presentative or others as thc case may be. In other werds, there ere no
preserves in which anyone's particular word 1s law.

Once thet draft is whipped intc shepe it is then sat on by the Board
of Estimates &s a whole by itself. This is where you get this ieclstion
from reality, scme pecple might ssy, at least from what we think mislead-
ing pressures t at would exist under other eircumstsnces, snd they murdere
board® it, as meny of you would sey, improve it as best as they cen, and
then kick 1t back out to a!l of the JAC member agencies who have ae much
time as one can give them toc review it, and then send their chiefl estirm-
stor for thet topie, normally of & colonel/captein level or one under, to
meet with & panel of the Board snd rehash it sgein from a community ver-
sion, At the end of that it goes tc the JAC and, let me assure you thers,
thet the members of IAC do nct by any meens (I have never seen them) rubber-
stamp a document, Sometimes a document will go through with very few
chenges, but they regaerd themselves not just ag head of their agencles in
sitting there, but as a perscnally impsnelled group ty the President of
the N8C of six or eight pecple, =8 the case mey be, whose personal Judg-
ment militantly backed by their departmentsel experteea 1s being collectively
aought and they wrostle with them and frequently will run meetings very
long and very arduously until they get the best possible view.

¥ow, the problem in any such ccllective effort is"how much do you
strive for unenimity’" And we've worked carefully and wrsstled with our
scule on this for & long time, being very careful to err, if anything, on
the side of heing sure we set forth clesrly and don't very ectual déiffer~
ences of opimion. The worst thing in the world would be tc get agreed on
what we csll "tent language" sufficiently big so everybody would come in
under it, but still so placid and meaningless that it doesn't convey any-
thing to the remder ¢r user. At the seme time the other extreme would be
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uridesirable whereby you deacended on every capticus 1ittle matter or
phraseclogy because then you wouldn't telegraph to your ultimate readers,
marbe the President, Secretary of State, Secretary of Defense, theose in~
portant issues on which the community is in faot split; because it's
impurtant not only that they realise there's a split but they reslisge that
there is something important thet they should teake into account in meking
their policy decision. And normally, if the community is reascmably aplit
it leaves tc the rolicy meker frecedem either to cop for the majority's
views or the mimority's, or preferably, if he's & gcod policy meker to
say, "Well if a reasonable element of the Intelligence Community, for ex-
ample, thinks that if we go int: the Tongking Delta the Chinece Commun—
{sts will move militarily as they did in Eorea, therefor whaiever we de
sbout the fall of Dien bien Phu had better bc done aansiss}ent with an
eneny capability to mix it with ue in actual hostilities.

When these papers ere done they normally constitute snd put ocut for
the JAC either the Intelligence annex to &n NS8C paper or stend on their
own bottom as useful background for scme policy commitiee. My function
in sitting on the Planning Board as the little side~kick, so to spesk,
of the Director sitting on the N¥S5C itself iz to be sure that sny state~
ments of fact, recitals, or others in an NSC papsr arc not inconsistent
with the Ketional Intelligemce view of it.

Pive, four, three years &: ¢ hed an awful lot of trouble particulsrly
with the top elements cf the Office ¢f Secretary of Defense who had no
intelligence offices of ita cwn but hed sp-awful let of views on thinga.
That bas now gradually cirenlated right on up te the top end eny agency
on the Planning Board that participstes directly or through a subcrdinete
department in the intelligence planning is ncvmelly & faithful baecker of
the Intelligence line.

But there are the Bureau cf the Budget, ODM, this, that end the cther
things, meny of which are representated hers not in majority, I trust, who
occaslonslly say, "Well, that may be what you think ahout Soviets having
an in-flight refuelling capebility, but, by God, I don't belisve itl
And I Just refuse tc sce it in s poliey planning paper.’ 3o the Job is
not eomplete sinecure in fighting with thenm.

As Par as work on theae papers is concerned we're not through when
they're done, we ccnstantly do two things with thems ome is we conduct
& post-mortem of the last paper in process of deling any succeeding paper
on axy country, area, or problem. What did we prédict about Algeria
eleven monthas ago? How hes the situstion drifted? Has 1€ drifted faster
than we said, better than we said, or worse than we esid? Seoccndly, we
have a group that meets up at Princaton of guys of celibre of Qeorge
Cannon and Abe Lincoln and Max Milicon, and #thers w o will net work full
time for the CGoverrment now, at least like in Abe Lincoln's case stays
at the feculty nol because of hinself but becsuse of ancther Arksnsas
character, But we use them generally &s & body of elder astatesmen to re-
view our work from their wisgdom with full access, they're clesred for
everything so they can read any background material they want on 1t and
we use them te go over cur problems with us and give us the frankest pos—
gible critique which we then pass tzag_t: to the community.
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I would like to sey a word before I close cn some prebleme sbout the

Director's actuasl funotion at the N3C itself, in eddition to spesking

for, or promoting end defending the Hational Intelligence Estimative
point of view on a given policy debate. He has & much more fer reaching
and difficult mission and that 1s to speak virtuelly from the hip on
intelligence matters from an intelligence point of view on any matier
that is coming before the Gouncil and,even more than that, on anything
that has bhappened anywhere in the world during the preceeding week or in
two weeks, if the Council hasn't nmet a week before, as in the form of an

intelligence brisfing.

Row that briefing is prepared in cur shcp, but with the closest and
nest intense effort teo meke 1t represent the best expert feeling arcund
the eoppunity without tying people down to an actusl co-ordinating piece
of paper. DBut, Af we're talking about the Soviet ICBM announcement, you
can be perfectly sure that we don't just put CIA's words into the Direc~
tor's mouth, or he himeelf wanis to know the best thipking of the Army,
and the Navy, snd the Air Porce, and AEC on such s matter. That is, to
my mind, one of the things I like best sbout President Eisenhower that
when he first tock over and was revising the NSC machinery end method of
operation, he told Bobby Cutler that he wanted every meeting to start
with & fifteen nunute inteslligence briefing. Sometimes they don't start
with them but it has been & rare, rare exception when the Director hasn't
gotten a chance to have a captive audience, you might say, of the fecre-
taries of Tressury, Defense and z=o on, knowing how busy particularly are
those people who are not ccncerned directly with the day-toc-day menage~
ment of the Nationmal Security affeir such as the State and Defense,
thinking more of the ODM, Buresu of the Budget, Vice-~President, and eto.,
ete. have very little chance tc read and absorb themeselves from intelliw-
gence publicetions, even though cobvicusly avaeilabl: to themes This chsnce
4o be held to line and forced to think sbout the externals cf the world
situation for fifteen munutes is very constructive and the Intelligence
Community can, I think, be rightly proud of him—wterrific burden as it is
on the Director.

How, I know scmebody would like to esk, "How good have these estie
nates been?" There's no stetisticsl wey, I think, of giving an hcnest
answer, of course. Since we've had this system there's been no major
outbreak of hostilities. The Israssli attack on Egypt not being mejor in
ny mind in that sense and therefor the great question of "Are the Rus~
siens up to trouble now-~or in the futurel” we haven't really been tested
ONe

I think we have been pretty good on most capability pletures despltie
Allsop's snd other characters't we certainly have not compromised down
our estimetes on their projected abilities. We have been up to & year or
two behingd cn particular showinge of e particular weapons, bubt, as far as
their over-all capaebility is cggharned, I think it's fair tc state that
cur scatter~gram is all around the line of truth sa# hindeight shows it
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great soft flexible changes of pace. HNobody, I think, really saw in ad-
vance (and certainly no eatimate I have seens how complately Chou-en Lei
adopted the soft love-and~kisses line at Bandong and went out to woo
rather then terrify the pecple of Asis. Ho one saw esrly enough that
the Soviet would use its vest stockplle of obsolescent arms and its ex~
gese capecity in certain types of production, machine tcols, end eerth
moving equipment to make as big & splash on the underdeveloped areas’
egonomic front as they did. It has been in those things we have been
wesk rather then on others.

Now, I'd like tc tick off for you, finally in closing, the problems
that I think in this area are only partially-stivéd-and-remsin with.us,
and I hope that some &f -yo u, in thinking about the papers you will
write this year and the general thinking you were dcing nt the War Col-
lege, will besr these i» nind, and thei ocut of your work mey ccme o e
help to us on the line,

The first is this question of full disodomurs within the U.5,
Government; T read you the H3C Directive shout the Watch Commitise, but
let me tell you thet still it isn't anywhere near as good as it should be.
There =ti1l 4s too much of & tendency to chest the cards and say, "Oh,
this is sc sensitive, this is 'Eyes Only', the Secretsry of Chiefl of
Steff” end what you're doimg then is depriving the desk man , the key
ares expert, who really knows the politics in a given country or scme-
thing like that of the most valusble intelligence cr information that
he could have to keep abreast of the situaticm, vhich is improving, bu
it fen't good encugh yet. ’

Secondly, 1s genuine co~ordination snd articulation. We still do
too much of what esch other does s&lso--there is pervasive feeling that
each chief is entitled to = full rounded intelligence organization and
that his intelligence chiel doesn't rely on the product of & rival in-
telligence orpenizaticn to service his chief, and therefore, we in CIA

tha t smd we're working on ard Lecause sooner or later Uongress
and its econemy-mindedness 1s going to strajghten it cut with a meat
ax, and then the United Ststes could get badly hurt!

We are salso worried ebout & problem of interchange with our allies,
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